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The last Naval Reserve Summit was held in San Diego, California between July 14th and 
July 17th in the year 2003.  At that time, the Chief of Naval Reserves was VADM 
Totushek.  Admiral Totushek learned about Appreciative Inquiry while attending the 
Executive Business course at the Naval Postgraduate School in Monterey, California.  
Admiral Totushek was convinced that an Appreciative Inquiry Summit would be the 
perfect launching pad to help propel the Naval Reserve into the future.  The Naval 
Reserve needed to be restructured to support SeaPower 21, and Admiral Totushek chose 
AI as one of the means to implement this vision. 
 
The topic for the first Naval Reserve Appreciative Inquiry Summit was:  
 
One Navy, Our Navy, Forging the Future 
“Team Navy” building the Naval Reserve for SeaPower 21 
 
• Advancing Navy Capability Through TEAMS (Trained, Equipped, Adaptive, 
Manned, and Structured) 
• Achieving seamless Fleet Integration 
• Growing every Sailor, every day 
• Operating with common systems and aligned processes 
• Embracing families – Engaging employers 
 
Fourteen action groups were formed during the first Reserve Summit.  These pilot themes 
ranged from “Streamlining Reserve Centers” to “Improving Training Technologies.”  
Some of the action groups completed their work and disbanded, and some of the ideas 
were eventually integrated into the Fleet.  VADM Totushek was so impressed by the 
Summit process and its results that he sent Dr. Frank Barrett, one of the Summit 
facilitators, a letter of appreciation (Appendix A*). 
 
 
Every Summit Begins with an ESC Meeting 
 
The first step in the Summit process involves the assembly of an Executive Steering 
Committee (ESC).  This group of carefully chosen participants usually convenes 3 to 6 
months prior to the actual Summit event.  The task of the ESC is twofold: (1) to decide 
whether or not an Appreciative Inquiry Summit could help the organization and (2) if the 
decision to have the Summit is made, what the Summit topic should be.  Because of the 
special circumstances surrounding the second Reserve Summit, step one had already been 
determined.  The new Chief of Naval Reserves, VADM John Cotton, knew from the very 
beginning that the Naval Reserves needed another Summit.  He also knew when and 
where the Summit would take place.  Admiral Cotton’s biggest concern was getting the 
Active component of the Navy in the same room as the Reserve component.  For this 
*Any text that is boxed (e.g. Page 13) represents a link to another page in the document.  After you follow a link, you 
may return to the previously viewed page by clicking on the link in the upper right hand corner of the new page.  
Usually the link will be a boxed page number, but sometimes the link will be an empty black box. 
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reason, Admiral Cotton dubbed the 2004 Reserve Summit as a “Focused AI.”  Admiral 
Cotton wanted to take 2 days out of the annual SNROOC course (a course for Reserve 
Captains) to have the Summit.  Joining the Reserve O-6’s would be a group of Active 
Navy O-6’s, which were identified as influential leaders in their respective communities.  
Because most of the logistics had already been decided, the ESC concentrated on crafting 
the Summit topic.  After a lively conversation that lasted the better part of an afternoon, 
the ESC members finally agreed upon the following topic: 
 
Shaping a More Capable Navy 
 
• Developing Effective AC/RC Command Relationships 
• Accelerating Active Reserve Integration 
 
The focus of this AI session was no secret; getting the Active and Reserve components of 
the Navy to undertake important divisive issues as one team was the goal. 
 
The following individuals comprised the Executive Steering Committee, who gathered on 
March 29th, 2004 in Norfolk, VA: 
 
RDML David Anderson (FFC N8R) 
RDML Craig McDonald (N095, Deputy CDR CNRF) 
CAPT Robert Hayes (FFC N8RA) 
CAPT Keith Koon (COS, NETWARCOM) 
CAPT Ron Stites (COS, NPDC) 
CAPT William Garrett (CNRFC EA) 
CAPT Steven Richter (CNR EA) 
CDR Gary Gilleon (CNRFC) 
YNCS Nancy Batten (FFC N8R) 
Force Master Chief Thomas Mobley (CNRF) 
Master Chief Boyd Briggs (CNRFC) 
 
Facilitating the ESC were Dr. Frank Barrett of the Naval Postgraduate School and Dr. 
Ronald Fry of Case Western Reserve University.  Because the Summit was scheduled for 
only 2 days (4 days is the usual length for an AI Summit) and because many logistical 
issues had already been decided, the facilitators felt that a one-day ESC would suffice 
(initial ESC meetings are typically 2 days long). 
 
The time that elapses between the ESC meeting and the Summit start date is needed for 
preparation.  Aside from securing a location and sending invitations to prospective 
Summit attendees, much effort is put into other logistical matters such as finding/making 
lodging reservations, arranging transport, and purchasing supplies.  The facilitators are 
also busy with writing the agenda, the interview protocol and the participant worksheets.  
Putting together an agenda for this particular Summit was especially challenging since 
the facilitators needed to condense four days of work into only two days.  Because of this 
unique time constraint, much of the usual activities and planned discussions that take 
place at an AI Summit would not be included in the final agenda draft. 




How to Use this Report 
 
This report can be separated into three major sections: the Executive Summary, the 
Comprehensive Report, and the Appendices.  The Executive Summary is meant to be a 
“quick read” drafted to highlight the activities and accomplishments that occurred at the 
Summit.  The Comprehensive Report goes into minute detail with regard to each agenda 
item.  The Appendices mostly include the major deliverables that were drafted before and 
during the Summit as well as the graphic artist’s artwork that was sketched in real-time. 
 
 
What is Appreciative Inquiry? 
 
To appreciate means to value and to understand things of worth.  To inquire means to 
study, to ask questions, to search.  Thus, Appreciative Inquiry (AI) is a collaborative 
search to identify and understand the organization’s strengths, its’ potentials, its’ greatest 
opportunities, and people’s highest hopes for the future.  Appreciative Inquiry represents 
a model of organizational management that rivals the conventional command-and-control 
version.  AI is about the “positive core.”  It’s about giving everyone in the organization a 
voice in molding future policy and to help with challenges that are important to the entire 
group.  AI is a proven methodology that teaches people to abandon “problem solving,” 
and to embrace positive change (Taylor, CPC website). 
 
 
The Summit Process 
 
An AI Summit is an opportunity to transfer the power of change to all of the people that 
are affected by its’ outcome.  This includes the leaders and employees of the organization 
at every level and expertise, as well as “external stakeholders” who will also benefit 
tremendously from a successful AI Summit.  An AI Summit harnesses the “logic of the 
whole,” and enables quality relationships to be developed between individuals who 
otherwise would have never come together.  Summits give a voice to everyone involved. 
  
The people that are involved in the AI process inevitably let their guard down, and a 
sense of liberation replaces doubt and skepticism.  This liberation leads to empowerment, 
which leads to excitement, which in turn manifests itself into a positive change.  The 
most difficult task of a leader who wants to advocate change is not only convincing a 
group that change is warranted, but also what the change should look like.  An AI 
Summit allows this thinking process to evolve naturally, and sometimes in reverse order.  
Once people realize themselves that they are not operating at their full potential and when 
they discover truly better and more efficient ways of doing business, advocacy ends and 
encouragement begins.  The AI Summit gives everyone the opportunity to create a living 
mission statement that isn’t just a paragraph posted on the wall; it’s an operational 
mindset! 
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The AI Summit process is divided into three major phases: planning, execution, and 
follow-up.  As discussed earlier, the first step of the planning phase comes in the form of 
an Executive Steering Committee (ESC).   
 
The second phase is Summit execution.  A Summit is usually a four-day event that brings 
together people from every level of the organization plus external stakeholders.  There is 
no set size for an AI Summit, but they usually consist of about 100-300 people (the 
second Reserve Summit had 58 people).  Usually, each day of the Summit is dedicated to 
one part of the AI 4-D model. The first day is discovery.  On this day, participants define 
themselves and point out personal and organizational strengths.  The second day is 
dream.  This day is devoted to members sharing their visions of what the ideal should 
look like.  Day three is the design day on which a bridge is built between discovery and 
dream (how do we get there from here?). The last day is destiny.  This is when the action 
teams proclaim their intentions and form pilot project teams based on the last three days 
of discussion. 
  
The last phase of the AI Summit process is follow-up.  In this phase, pilot groups work 
on the issues that emerged out of the Summit process.  The CPC can facilitate post-
Summit progress meetings and help with analyzing AI impact.  The length of the follow-
up phase can last months or even years, depending on how the organization operates 





Planning for the second Reserve Summit posed many problems for the facilitators.  The 
first and most poignant question was, “is this really Appreciative Inquiry?”  The most 
troublesome aspect of the Summit was that the participants were to consist of mostly 
Navy Captains.  Summit design calls for horizontal as well as a vertical representation 
from the entire organization.  In the Navy, this vertical representation would translate into 
the attendance of members with the rank of Seaman to the rank of Admiral.  There was 
also the fact that no external stakeholders were to be invited.  Although these two 
“problems” were disrupting the normal AI Summit max-mix framework, this was part of 
the “focus” that VADM Cotton wanted to stress.  Admiral Cotton wanted key people 
discussing key issues; a Summit for the masses would have to wait. 
 
There was also the extreme time constraint issue.  The idea of two-day Summit was 
viewed as near impossible.  Only an organization whose members have an unwavering 
sense of dedication and determination could pull off such a feat.  The U.S. Navy proved 
to be one of those organizations.  This group of hardworking individuals would put in 
long days with little time for breaks (or reflection) to accomplish the goal set before them 
by Admiral Cotton.  This was not a typical AI Summit by any means. 
 
 






The Positive Core 
 
Before the Summit began, the ESC members, the facilitators (Dr. Frank Barrett of the 
Naval Postgraduate School and Dr. Jim Ludema of Benedictine University) and VADM 
John Cotton (CNRF) all met in a private meeting room to discuss the Summit agenda and 
topic.  At 0800, RDML David Anderson began the Summit with his personal views 
regarding the Appreciative Inquiry process to the group of 58 Sailors (a mix of mostly 
Active and Reserve Navy Captains).  Admiral Anderson’s remarks were followed by the 
facilitator introduction, which was then followed by a guest appearance from ADM 
Fallon, who wanted to convey a sense of urgency to the Summit participants.  VADM 
Cotton ended the string of introductory speeches with his vision for the Naval Reserve 
force and what he wanted to accomplish via the focused AI Summit. 
 
With the opening comments done, the Summit participants were soon engulfed in the first 
activity: the appreciative interview.  Interviews were conducted in pairs with guidance 
from the Summit workbook.  Approximately one hour later, Dr. Jim Ludema asked the 
Summit participants what they learned from their interview partner.  Most expressed a 
deep sense of relation and connectedness with their partner’s stories.  Dr. Ludema then 
asked each participant to introduce and discuss his or her partner’s interview at their 
individual tables (groups of six).  This was the first step in discovering the “positive core” 
of the group. 
 
Before the next activity and during lunch, CDR Chris Moore gave a short presentation of 
TRMS (TYCOM Readiness Management System). 
 
After lunch, the next exercise began.  Each table was asked to construct three pennants 
with words and phrases that identified the root causes for success gleaned from their 
interview answers.   When the groups finished, a representative from each table read the 
pennants and told a provocative story that was shared in the group.  With all of the 
pennants posted on the wall, it was easy to see the common themes between the different 
groups.  The positive core had grown from pair, to table, to the entire group. 
 
 
Wishes for the Future 
 
The Dream phase began with a series of short discussion points focused around human 
behavior.  Dr. Ludema and Dr. Barrett discussed the power of the Placebo, the Pygmalion 
effect, the balance of Inner Dialogue, and Affirmative Competence.  The facilitators 
wanted to stress the importance of positive thought and influence; they wanted to convey 
that present human behavior is largely affected by one’s hopes and dreams. 
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Each table was then asked to create a short presentation that showed the ideal future of 
Active/Reserve integration.  The presentations varied from performing skits to singing 
songs.  Aside from being entertaining, this exercise helped the Summit group to 
collectively dream about the future; they were inadvertently setting goals for themselves. 
 
 
Building the Framework 
 
The last activity of the day (the beginning of the Destiny phase) involved creating the 
“mind map.”  The mind map allows Summit participants to express their thoughts and 
ideas regarding possible action items.  Each idea was recorded on a large piece of butcher 
paper for later use.  There were and overwhelming amount of issues offered by the 
Summit group; the next day’s task would be carving out the concrete, actionable groups 
from the mind map framework. 
 
The day ended with a short ESC meeting to provide the facilitators with more feedback to 








Similar to the first morning, the ESC members met once again in a private conference 
room to discuss the day’s agenda.  RDML Anderson was present, and he provided the 
group with purposefully limited direction with regard to condensing the mind map into 
action group items.  Admiral Anderson knew from experience that many of the issues 
would work themselves out during the Summit process. 
 
The first task of the day was a group vote.  Each participant was allowed to vote for their 
favorite three ideas – the ideas that they had the most energy to support.  When the voting 
was finished, the facilitators circled the ideas that were most popular.  Then, in an effort 
to facilitate conversation, Dr. Barrett began a series of “fishbowl” discussions.  The 
fishbowl consisted of a small group that discussed issues while the larger group observed.  
Only the people in the fishbowl could voice opinions; if someone from the crowd wanted 
to add a comment, they had to sit in an empty chair in the fishbowl (provided one was 
available).  The conversation was lengthy, but fruitful.  In the end, ten actionable ideas 
had been identified. 
 
 
Action Groups Start Working 
 
The next activity involved participants aligning themselves with a particular idea (from 
the ten) that they personally had energy to work on.  Once these groups had formed, the 
facilitators led them through a series of exercises.  The first exercise involved drafting 
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aspiration statements.  The next activity asked the groups to set goals, and in the last 
activity the groups compiled all of their information in the form of a PowerPoint 
slideshow.  After each task, group members would “report-out” on the progress that the 
group was making.  This allowed those in other groups to provide positive feedback and 





The Summit ended with an outbrief to VADM Cotton.  A member from each group gave 
a PowerPoint presentation to the rest of the Summit audience, while Admiral Cotton 
listened-in via teleconference.  As each group finished, Admiral Cotton made remarks 
regarding what he had heard.  Overall, Cotton expressed satisfaction with the Summit 
deliverables, and he said that he was looking forward to the future. 
 
Once all of the presentations were over, RDML Anderson, Dr. Barrett, and Dr. Ludema 
gave brief closing remarks; the 2004 Naval Reserve Summit was officially over, 




The following action groups were formed at the Summit.  Go to Appendix D for detailed 
information on each group’s goals and aspirations (you may also click on a group below 






















Note: Any text that is boxed (e.g. Page 13) represents a link to another page in the document.  After you follow a link, 
you may return to the previously viewed page by clicking on the link in the upper right hand corner of the new page.  
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Comprehensive Report 
 





At approximately 0700 on June 7th, 2004 the Executive Steering Committee members and 
VADM John Cotton met with the Summit facilitators, Dr. Frank Barrett and Dr. Jim 
Ludema, in a small meeting room. This private room was adjacent to the much larger 
Summit conference room at the Drexler Manor Conference Center located on the Naval 
Amphibious Base in Little Creek, Virginia.  Unfortunately, Dr. Ron Fry (the co-facilitator 
during the initial ESC meeting) was out of the country, so Dr. Jim Ludema, a professor at 
Benedictine University and a former pupil of Ron Fry, was selected as his qualified 
replacement.  The discussion items ranged from reviewing the agenda and the Summit 
topic, to the special role that each ESC member was expected to fill.  Admiral Cotton also 
alluded to the introductory speech that he would give; he said that he wanted to set the 
tone by emphasizing that there “are no sides.”  He said that he wanted to stress that 
whether you’re in the Active component or the Reserve component, you’re both on the 
same team – team Navy.  Jim Ludema wrapped up the discussion with a short 
explanation of the 4-D cycle (Discovery, Dream, Design, & Destiny) and how important 
each item is to the Summit process. 
 
 
RDML Anderson’s Remarks 
 
At 0800, Admiral Anderson began the Summit with a simple question, “how many of you 
have been to an AI before?”  About 7 people of the 58 in attendance raised their hands.  
More than likely, these individuals were present at the first 
Appreciative Inquiry Summit that took place the previous 
summer.  Admiral Anderson revealed the skepticism that he 
had felt regarding Appreciative Inquiry when he was 
participating in his first Summit.  He also explained how his 
doubts were slowly erased, and that by the end of the Summit, 
he was a believer in the process.  Admiral Anderson then 
asked each person to stand up and say his or her name and 
command.  He wanted everyone to notice the diverse group of 
both Active and Reserve Sailors that had been assembled.  The 
ESC members were then given the opportunity to stand up and 
make comments with respect to Summit planning and the topic 
choice.  In Admiral Anderson’s closing remarks, he made a point to mention that because 
of the CNO’s visionary leadership, the Navy was about 18 months to 2 years ahead of the 
other services with regard to transformation, but that the Navy was lagging in Active and 
Reserve integration.  Anderson stressed the need for a cultural change in accepting a total 
force.  The last comment Admiral Anderson made before introducing the facilitators, was  
Note: Any text that is boxed (e.g. Page 13) represents a link to another page in the document.  After you follow a link, 
you may return to the previously viewed page by clicking on the link in the upper right hand corner of the new page.  
Usually the link will be a boxed page number, but sometimes the link will be an empty black box. 
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a request for all participants to “leave your baggage at the door.”  He wanted everyone to 
temporarily suppress their past bad experiences with respect to Active/Reserve 





Admiral Anderson introduced Dr. Frank Barrett, a professor at the Naval Postgraduate 
School and the Director of the Center for Positive Change.  Frank Barrett then introduced 
his staff and then he discussed the origin of the Summit topic.  Dr. Barrett told the 
audience that he wanted everyone to stop identifying problems and to start asking 
themselves “when have we operated are our best?”  He then emphasized the importance 
of every participant’s ideas: “everybody’s voice is valid.”  He talked about social 
psychology and the natural tendency to become discouraged during the Summit process.  
 
Dr. Jim Ludema, a professor at Benedictine University, began his introduction with 
confession: “I’ve never worked with the 
military before.”  Although he had never 
facilitated a military Summit, he ensured 
everyone that he had much respect for 
military members and their sense of service.  
He then listed a series of acronyms that he 
had jotted down in the preceding hour.  He 
admitted that he had no clue as to what any 
of them meant.  Dr. Ludema was making the 
point that because of the differences in 
community backgrounds, some of the language may need to be adjusted to ensure 
everyone is included.  He also quoted VADM Cotton when he suggested that the group 
not limit their ideas and to begin “thinking about the art of the possible.” 
 
 
Flag Officer Introduction Continued 
 
Admiral Anderson took the floor again and presented a short PowerPoint slideshow on 
Active/Reserve integration.  Anderson reminded the group that 40 percent of the 
aimpoints that were thumped in OPERATION IRAQI FREEDOM were hit by Reservists.  
He also talked about how it was possible for the Active attitude towards Reservists to 
become apathetic, and that he personally, was frustrated with the cultural piece of 
Active/Reserve relationships.  Admiral Anderson then asked Admiral Cotton, who was in 
the audience, if he had any additional comments. 
 
Admiral Cotton was scheduled to speak after Admiral Fallon, but he did take the 
opportunity to share a few of his thoughts.  He recommended a book that he was reading 
called Good to Great, by Jim Collins.  Cotton said, “I think that we’re in a good 
organization, but I also think it can be great.”  Admiral Cotton then echoed one of the 
CNO’s favorite questions to the Summit crowd: “are you on the bus?”  The bus that he 
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was referring to was transformation.  Fortunately, the AI Summit was a free bus ticket on 
the road of transformation.  
 
At 0900, RDML Anderson introduced ADM Fallon, the 
Commander of U.S. Fleet Forces Command, to the Summit 
participants.  Admiral Fallon briefly remarked about the last 
Reserve Summit and laid out the tasks for the future.  “I 
want you all to take advantage of the talent in the room” and 
“generate a sense of urgency.”  Admiral Fallon commented 
on how the Navy was still structured to fight the now defunct 
Soviet Union.  He suggested that the Navy needed to be 
restructured to fight today’s war on terrorism and to keep 
rogue nations in check.  The Navy needed to move towards a 
“surge” force, in which Reservists would be an integral 
piece. 
 
After Admiral Fallon’s departure, Admiral Cotton sent everyone on a 10 minute break.  
When the break was over, Cotton began with the extremely emotional, gut-wrenching 
story about the Seabees that had been recently attacked in Iraq.  There were 7 dead and 
27 wounded.  Admiral Cotton invoked the group’s undivided attention when he asked, 
“now I ask you, were these young Sailors in the Reserves, or were they in the Navy?”  
Cotton continued with another question: “are we preparing our Reservists properly?”  
Admiral Cotton then began to discuss the history of the Naval Reserve.  He pointed out 
that 4 out of 5 Sailors that fought in World War II were Reservists.  He also said that 40 
percent of the fighting force that was presently in Iraq were 
Reservists or National Guard members.  Cotton’s discussion 
then shifted to economics.  He shared some eye-opening 
information with the group regarding Active pay versus 
Reserve pay:  He said that the average cost of an Enlisted 
Reservist is $11,000 per year, whereas the Active duty 
counterpart receives $55,000 per year; the average cost of an 
Officer Reservist is $22,000 per year, in contrast to the Active 
duty Officer who is paid $110,000 per year (these figures 
account for retirement benefits).  Admiral Cotton drilled even 
deeper: “so basically, you can buy five skill sets for the price 
of one!”  Cotton also gave the details on the cost of retirement.  A Reservists retirement 
costs about $600,000, and the Active duty retirement expenditure to the Navy is 
$3,000,000. 
 
In VADM Cotton’s concluding remarks, he reminded everyone that we are a nation at 
war, and that Reservists will do anything and everything they can to assist in defeating 
the terrorists.  He then asked the Summit participants to produce fresh, actionable ideas to 
help the Active and Reserve Navy to become one team.  He asked them to think big… to 
discover the “the art of the possible.” 
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Discovery - Interviews Begin 
 
After Admiral Cotton left the conference room, Dr. Jim Ludema addressed the Summit 
audience.  He asked them to turn to page 9 in their Summit workbooks (Appendix C).  
Dr. Ludema explained after he 
read the instructions, he was 
going to ask the Summit group 
to break into pairs to execute 
the interview protocol.  Before 
the group paired off, Dr. 
Ludema wanted to read each 
question to give participants a 
few moments to jot down their 
initial thoughts.  After reading 
all of the interview questions, 
Dr. Ludema once again asked everyone to find a partner; “preferably someone who you 
don’t know, and we want to mix a Reservist with and Active member when possible.”  
Some of the groups stayed in the main conference room during the exercise, while others 
sought different venues for their discussions.  The group was allocated 60 minutes to 
complete the first Summit activity. 
 
As the interview process progressed, Dr. Barrett and 
Dr. Ludema began to make the first of many revisions 
to the Summit agenda due to being behind schedule.  
Some activities were allotted less time or modified to 
fit the new outline. 
 
After the hour had expired, Dr. Ludema called 
everyone’s attention back to the front of the room.  
He asked one simple question: “What did you learn in 
your interviews?”  One of the participants commented 
that he found “the level of commitment and shared values remarkable.”  Another person 
said that she had “fun” listening to her interview partner.  The purpose of the 
Appreciative Inquiry interview was now clear:  even though many of the participants had 
varying community backgrounds and had come from different commands, they found 
many commonalities between each other.  This common ground would be the foundation 
that the rest of the Summit would be built upon. 
 
Now that some of the group members were beginning to learn about one another, Dr. 
Ludema asked each participant to introduce his or his interview partner to the other group 
members (tables were arranged in groups of six) and to share some of the highlights from 
the stories they heard.  Dr. Ludema also asked that one person at each table record the 
root causes of success and the commonalties amongst the different stories on a flip chart.  
The information gathered on the flipcharts would be used for another exercise after a 
presentation on TRMS. 
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A Short Presentation on TRMS 
 
While the Summit participants enjoyed lunch, CDR Chris Moore took 30 minutes to 
explain the TYCOM Readiness Management System (TRMS).  TRMS is an exciting new 
web-enabled application that allows authorized users to determine the readiness of any 
Reserve unit in the country.  The application was demonstrated real-time by CDR Moore 
on the projected display at the front of the room.  He showed that users could even “drill 
down” to an individual unit to view a particular Sailor’s readiness information.  After a 
fielding a few questions, CDR Moore “got the hook” and it was back to Summit business.  
Dr. Frank Barrett asked that everyone take a short break for lunch clean-up; the next 





The next task would allow groups to display their creative flare.  Dr. Ludema asked each 
group to make 3 pennants.  He explained that each pennant should have a word, phrase, 
or metaphor that described some of the root causes of success that were identified in the 
group’s discussion.  He also explained that after the pennants were made, one person 
from each group would present the pennants and then, while the pennants were being 
posted on the wall, share a compelling story that was told in one of the interviews. 
 
At about 1400, the first series of group report-outs began.  A representative from each 
group stood up and presented their pennants.  During the presentation, Ned Powley, a 
doctoral student from Case Western Reserve University, directed the pennant hanging on 
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one of the side walls.  The common themes among the different groups were evident; 
many of the groups had even chose the same words, phrases, and drawn similar pictures.  
The most exciting portion of the exercise involved the story-telling.  One member shared 
the story of how Reservists who had gained experience in heavy construction in their 
civilian lives basically took the lead in rebuilding roads, bridges, and schools in Iraq.  
There was another story about a Reserve F/A-18 Hornet squadron that operated on par 
with the Active duty squadrons.  Fighter pilots from this squadron even went to Baghdad 
to employ weapons on the first night of OPERATION IRAQI FREEDOM.  There was a 
success story involving Active/Reserve integration at a training squadron, and there was 
the inspiring account of how a Reserve Center was set up with in 2 hours following the 
9/11 attack on the Pentagon. 
 
When the report-outs had finished, Dr. Barrett expressed his pleasure: “congratulations… 
you all have just identified the ‘positive core.’”  He continued: “we can see that already 
there are many instances of Active/Reserve integration success stories.” 
 
 
It’s Time to Dream 
 
The beginning of the Dream phase started with Dr. Ludema asking a question: “What 
factors affect human behavior?”  As the audience shouted out responses, Dr. Ludema 
scribbled them down on a flipchart.  He separated the responses into 3 different columns.  
He would later reveal that the columns represented past, present, and future.  Dr. Ludema 
explained that psychologists like Sigmund Freud believed human behavior was primarily 
affected by one’s past experiences.  He then cited recent studies that suggest one’s hopes 
and dreams are what really affect present human behavior. 
 
Dr. Barrett then began to talk about the relationship between “positive image” and 
“positive action.”  He discussed the power of the Placebo (if you believe it will work, 
then it will), and he explained the Pygmalion effect (people meet the expectations others 
have for them).  While explaining the importance of having a positive inner dialogue, Dr. 
Barrett told the story of how a dying cancer patient, 
Norman Cousins, was able to heal himself by removing 
negative influences.  He also pointed out that the 
healthiest ratio of positive to negative thoughts (inner 
dialogue) was 2 to 1.  Dr. Barrett then shared an 
amusing personal story with the Summit group.  He 
told everyone that while he was taking a whitewater 
kayaking course on the American River in Northern 
California an instructor asked him to lead the pack 
down their first stretch of whitewater.  He said that as 
he was paddling away from the shore, the instructor shouted, “just don’t hit the rock!”  
Dr. Barrett explained that there was a relatively small rock right in the middle of a wide 
portion of the river.  He said that he began to repeat to himself over and over, “don’t hit 
the rock… not the rock… avoid the rock.”  He then asked the Summit participants, “what 
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do you think happened next?”  Of course everyone already knew – he hit the rock!  The 
importance of one’s inner dialogue cannot be over stated. 
 
Before breaking up into groups for the next activity, Dr. Ludema addressed the crowd on 
“affirmative competence.”  He then shared a case study that involved a group of beginner 
bowlers.  He explained that each bowler’s practice session was videotaped, and that the 
bowlers were divided into three groups for tape review: the first group was only shown 
what they did wrong; the second group was shown a mixture of good and bad attempts; 
and the third group was only shown their strikes and everything that they did well.  It 
turns out that all of the groups improved, and no one was surprised when Dr. Ludema 
revealed that the third group improved at a higher rate.  In fact, the third group improved 
about 100 percent more than the other groups.  The point of Dr. Ludema’s story was 




Fun with Skits 
 
Dr. Barrett asked each group to spend some time discussing where they see positive 
actions in their lives.  After about 15 minutes, Dr. Barrett called everyone’s attention 
back to the front of the room and asked everyone to turn to page 18 in the Summit 
workbook.  Dr. Barrett laid out the instructions for the next exercise: “I want you to put 
yourselves 5 years into the future.  Visualize that Active/Reserve integration is 
everything you wanted it to be.  Discuss what is happening, and then invent a creative 
way to present your vision to the rest of the Summit groups.” 
 
After about 45 minutes of creative flurry, Dr. Barrett made an announcement that the 
presentations would begin soon and that he was soliciting for volunteers to present their 
ideas.  The list filled up quickly, and about 6 groups (there were 10 groups total) had the 
opportunity to share their vision of the future.  One of the groups gave a mock news 
conference, another group read a poem, and one group even stood side by side (Reservist 
and Active component members), locked their arms, and began singing Kumbaya.  The 






Dr. Ludema decided to bring the group into the design phase of the Summit by starting 
off with the analogy of a husband and wife building a new house.  He talked about the 
importance of the foundation, and he discussed how crucial it was that both partners in 
the marriage worked together in making decisions regarding the design of the floor plan 
and choosing certain colors and other aesthetic factors.  The same concepts are true with 
respect to organizational development.  If all parties in the organization have a voice and 
therefore a stake in the transformation process, then the chances of successful change 
increases by an order of magnitude. 
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Feeding off of Dr. Ludema’s introduction, Dr. Barrett led the Summit group to page 19 in 
the Summit workbook.  He asked that each table “brainstorm a list of opportunities to 
develop effective Active/Reserve command relationships.”  He then instructed the tables 
to reduce their lists to the “3-5 changes or improvement ideas you all believe will have 
the greatest impact on the acceleration of Active/Reserve integration in order to develop a 
more capable Navy.” 
 
 
Building the “Mind Map” 
 
After approximately 45 minutes of group discussion, Dr. Barrett brought everyone’s 
attention towards the back of the room where a large “mind map” was posted on the wall.  
The mind map consisted of the Summit topic written and encircled in the middle of a 
large piece of butcher paper with several lines protruding from the circle.  Written on 
each of these lines were the main focus topics that had been crafted and approved by the 
Naval Reserve’s senior leadership.  Dr. Barrett explained that the next activity would 
involve “filling up the map with your ideas.”  Each table was given the opportunity to 
add additional topics to the map while Dr. Ludema and the graphic recorder, Tom 
Benthin, simultaneously recorded them.  Ideas that were similar in nature were drawn as 
branches off of the parent topic.  After about 30 minutes of going around the room, the 
mind map was full. 
 
 
Day 1 Wrap-up 
 
At 1800 hours, Dr. Barrett opened the floor to positive feedback: “what are the high 
points of today, and what are you looking forward to tomorrow?”  A handful of 
participants stood up and voiced their observations.  The comments ranged from the 
expression of happiness due to barriers coming down, to specific remarks regarding 
certain Summit activities that were seen as enjoyable or helpful.  Hopes for the next day 
revolved around the anticipation of forming action groups and “getting to work.”  After 
an appreciatory applause from the room, Dr. Barrett asked that the ESC members stay 
behind for a quick meeting. 
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When the ESC members had all assembled at the front of the room, Dr. Barrett asked 
them, “how are things going in your groups?”  The overall tone of the responses was 
positive, except there was some concern that the ideas presented in the mind map 
exercise “were not bold enough.”  Another ESC member commented that many of the 
ideas were “union specific;” he thought that there were too many “Reserve” issues, 
instead of “Active/Reserve” integration issues.  Dr. Barrett was pleased to see that ESC 
members were making honest assessments of the day’s work – he knew that the ESC 
member frustration was probably a reflection of the larger group.  Dr. Barrett and Dr. 
Ludema could now narrow the focus on the next day’s activities and discussions to 
ensure these concerns were brought to light. 
 
 
Day Two – Design (Cont.) and Destiny 
 
 
The ESC Regroups 
 
The following morning, the ESC members met once again in a small meeting room 
located in the Conference Center.  The mind map had been moved from the main 
conference room, and it was posted on the wall for members to study.  Dr. Barrett invited 
the ESC members to look at the mind map, and then he asked, “where do we have energy 
to work on?”  Dr. Barrett wanted to whittle the list down to specific “bins.”  Many felt 
there were a few obvious actionable ideas on the map, but that some of the topics were 
beyond the group’s control or influence.  Others commented that there was “too much 
RC push and not enough AC pull.”  RDML Anderson was concerned that condensing the 
list without the input of the larger Summit group might stifle the process and alienate key 
players.  That being said, it was decided that a vote from the Summit group should be the 
next course of action. 
 
 
Back to the Mind Map 
 
At 0830, Dr. Barrett began the second and final day of 
the Summit with voting instructions.  Each participant 
was allowed to vote for three different topics.  Dr. 
Barrett told the group, “when you vote, think about the 
ideas that relate to the topic, and ideas that you have 
energy to work on.”  A vote was cast with a small 
adhesive color dot. 
 
10 minutes later the voting was done.  Dr. Barrett and 
Dr. Ludema went to the mind map and began to 
identify the topics that received the most votes.  Then Dr. Barrett asked the crowd that 
was huddled around the map to “turn to the person near you and discuss what you see on 
the mind map.  What else belongs up there?  What’s missing?  Did anything else come up 
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in your conversations that you may have had last night over dinner?”  After a few 
minutes, Dr. Barrett asked for more feedback.  One of the participants said, “I see two 
areas already being worked on by other entities.”  This remark lit off a lively discussion 
regarding the elimination and formation of potential action groups. 
 
Dr. Barrett then asked the ESC members to come to the front of the group to sit in a circle 
for the “fishbowl” activity.  The fishbowl is designed to control a large group discussion 
by creating a smaller group with a set number of participants.  There are usually a couple 
of chairs left empty that can be used by 
anyone in the on-looking group that wishes 
to make a comment, for only those seated in 
the fishbowl are permitted to speak.  Dr. 
Barrett wanted the ESC members to lead off 
the process of naming “some groups that 
people can form around.”  There was 
commentary on culture, education, metrics, 
and “warfighting wholeness.”  Dr. Barrett 
then asked the Active component 
participants in the room to sit in the 
fishbowl.  RDML Anderson, who up to this point had purposefully provided little input, 
decided to help steer the group in the right direction.  He identified several items that 
were either OBE, solved, or already in the process of being solved.  From the information 
and comments offered during this discussion, Dr. Ludema was able to segregate 10 
identifiable “buckets.”  
 
 
Action Group Formation 
 
During a short break, Tom Benthin, the graphic recorder, went around the room and 
wrote each of the ten action group topics on separate flipcharts.  As the participants 
filtered back into the room, they were instructed to “stand by the flipchart with the name 
of the action group that you have energy to work towards.”  The following table 
represents the initial group names and number of people that stood by the group’s 
respective flipchart: 
 




  Education plan for how to use Reserve resources 
10   Define the scope of AC/RC ownership 
9   Speed the mobilization process 
8   Fully integrated staff alignment 
7   ConOps 
5   Standardized training across AC/RC 
4   Maximize support/training 
3   Reserve management personnel programs 
2   Wargame 
0   Congressional action team/OSD 
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After the groups had settled down, Dr. Barrett asked everyone to look around their group 
and ask yourself, “does your group have the right people?  Do you need another AC rep?  
An RC rep?”  Some of the participants volunteered to change groups; two groups 
merged; and two other groups dissolved from lack of interest.  Now that the working 
groups had finally finalized, Dr. Barrett read page 20 in the Summit workbook to the 
group.  It was time for the groups to draft their aspiration statements. 
 
 
Group Feedback on Aspiration Statements 
 
At approximately 1200, all of the action groups reconvened in the main conference room.  
Dr. Barrett asked that a member from each action group read his or her group’s aspiration 
statement to the rest of the Summit audience two times.  After reading the statement, 
Summit participants from other groups had the opportunity to first answer the question: 
“what attracts you most about the statement?  What words or phrases do you like best?”  
After the positive feedback round, the group was then compelled to answer a second 
question: “what would you add or edit to make it even more attractive or powerful?”  
Once a representative from every group had read his or her group’s statements, Dr. 
Barrett announced that there was going to be a short break for lunch and to please use 
that time to write constructive criticisms on a yellow sticky, and then attach those 
comments to the appropriate flipchart.  This would provide action groups with additional 





As lunch ended, Dr. Ludema directed everyone to page 22 in their Summit workbooks.  
Dr. Ludema laid out the guidelines for the next activity that involved identifying the 
short, mid, and long term goals of each action group.  The groups were then dismissed to 
conduct break-out sessions. 
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A little more than an hour later, the groups reassembled to conduct their report-outs.  This 
time a member from each group read his or her group’s revised aspiration statement, 
followed by their actionable goals.  Once again, Dr. Barrett solicited participants to 
provide positive feedback first, and then to make suggestions on areas of improvement.  
When there was no more constructive comments offered, Dr. Barrett asked each Summit 
member to vote as to whether they thought the presenting group had a solid, articulate 
plan for the future.  When Dr. Barrett asked the group to “hold up your cards,” each 
person was responsible for raising a green, yellow, or red index card.  Dr. Barrett 
continued: “if you hold up a yellow or red card, you are obligated to provide that group 






After the voting exercise, action groups were told to return to their break-out areas and 
refer to page 24 in the Summit workbook.  The groups were now tasked with drafting a 
PowerPoint slideshow presentation.  Each group was allocated a laptop computer and a 
memory key that held the PowerPoint presentation template.  The template covered all of 
the items listed on page 25 of the Summit workbook.  The groups were allotted one hour 
to complete their final presentations. 
 
Although report-outs to Admiral Cotton were originally scheduled to occur at 1500 that 
day, the facilitators asked if it was possible to slide that time to the right one hour.  The 
newly approved report-out time of 1600 was then changed again to 1645.  Since groups 
now had more time, Dr. Barrett went around to each group and asked them to add one 
more slide to their presentations: a follow-up plan.  When the groups all met back in the 
main conference room, Dr. Barrett asked them to perform one last activity.  He called this 
a chance to “marketplace your ideas.”  Each group was to assign 2 people to their 
flipchart, while the other group members floated around the room and visited the other 
groups.  The intent was to provide one last opportunity to give and receive feedback.   
 
Meanwhile, LT Greg Taylor was transferring each PowerPoint file to the main computer 
for the final show, and he also emailed all of the presentation files to Admiral Cotton so 
he could view the slides while participating via teleconference. 
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Outbrief to Admiral Cotton 
 
Five minutes prior to showtime, RDML Anderson addressed the Summit group.  He told 
them the ground rules for the impending teleconference and made sure everyone was 
aware of the time constraint to have all presentations done in an hour.  When Admiral 
Anderson gave the word, CDR Gary Gilleon connected the Summit conference room 
with Admiral Cotton’s office.  After a short comm. check, the Admiral Cotton introduced 
himself, RADM Stufflebeem and Force Master Chief Mobley.  With Cotton and 
company listening in, the first group began their presentation (Appendix D). 
 
Admiral Cotton made comments and suggestions as 
each group finished.  Sometimes he wanted to make a 
point regarding the language used (he didn’t approve of 
the term “part-time Sailor” as a synonym for 
“Reservist”), and other times he felt the need to provide 
an educational perspective to help everyone understand 
some complex issues.  Overall, Admiral Cotton said 
that he thought the briefs were very good, and that he 
was excited about what the future could bring.  He 
thanked everyone in the room for their efforts and 
congratulated them on a job well done. 
 
After disconnecting with the Chief of Naval Reserves, Admiral Anderson took the floor 
one last time.  He wanted to thank all of the support personnel as well as Dr. Frank 
Barrett and Dr. Jim Ludema.  Admiral Anderson even went so far as asking them to 
return and “do this again next year.”  Dr. Ludema and Dr. Barrett both thanked the 
Summit participants for their perseverance and hard work, and they accepted Admiral 
Anderson’s gracious invitation.  With those last comments, Ned Powley began to collect 
the Summit evaluation forms, and the Summit conference room began to slowly empty.  
Armed with carefully molded ideas and a refreshed sense of commitment, the participants 
of the 2004 Naval Reserve Summit were now ready to start the most challenging phase of 





The feedback received from the Summit evaluation forms was overwhelmingly positive.  
The most common responses on what the participants liked included the commitment 
from the flag level, and the outbrief to Admiral Cotton.  Suggestions for improvement 
were mostly requests for more time, more AC representation, more Senior Enlisted 
representation and more preparation material (background on the Appreciative Inquiry 
process and the current status of Reserve initiatives). 
 
Throughout the evaluation forms, there were a few common themes that surfaced.  One 
of the more popular themes was an appreciation for the synergistic combination of both 
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Active and Reserve senior officers to work towards a common goal: one Navy.  Many 
remarks were related to AC/RC relationships:  
 
“As an Active duty sailor with more than 32 years experience, I was 
impressed with the amount of knowledge passed between RC and AC.” 
 
“I believe positive change is possible with commitment on both  AC/RC sides.” 
 
“Our RC is full of true dedicated professionals.” 
 
Another common theme revolved around the hopefulness and optimism for the future of 
the Navy and Active/Reserve integration.  Many participants were impressed with the 
amount of work that was accomplished in the short time allotted, and many thought that 
their efforts would not go unnoticed. 
 
“For the first time, I feel that Reserve and Active Forces will be 
integrated.” 
 
“I’m optimistic rather than hopeful.” 
 
“I know that our efforts will not be in vain.” 
 
Quite a few participants also commented on how impressed they were that their ideas and 
suggestions were not only solicited by the Navy’s top leadership, but also that their 
feedback was heard in a timely fashion and in an unfiltered manner.  Even if their ideas 
were not implemented, many were satisfied that they were at least heard. 
 
“The active 4 star sponsorship during the effective and efficient use of all 
human capital in the Navy is compelling.” 
 
“It’s great to see top level support for true transformation.” 
 
“It was apparent that senior leadership was genuinely invested.” 
 
At the end of the outbrief with VADM Cotton, the participants were asked whether or not 
the Reserves should invest in another Summit… over 95% of the respondents said, “yes.”  
And in addition to RDML David Anderson’s verbal approval with the Summit process, 
he sent Dr. Frank Barrett a letter of Appreciation (Appendix G) to further express his 
gratitude and satisfaction with Appreciative Inquiry and the facilitation effort.  
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~.~ DEPARTMENT OF THE NAVY
.. I, . COMMANDER NAVAL RESERVE FORCE
4400 DAUPHINE STREET
~ NEW ORLEANS, LOUISIANA 701411-60411
Mr. Frank Barrett
Center for Positive Change
Graduate School of Business and Public Policy
Naval Postgraduate School
555 Dyer Road Building 330
Monterey, CA 93943
Dear Professor Barrett:
Subj: LETTER OF APPRECIATION
I want to take this opportunity to personally thank you for
the fantastic job you did for our Appreciative Inquiry (AI)
Summit. You made this vital program become a vision of hope for
the Naval Reserve Force. It was through your vision and hard
work that members of the United States Naval Reserve family,
including active Navy, Reservists, family members of Reservists,
and employers, gathered to consider positive possibilities for
the Naval Reserve Force of the future.
You skillfully and patiently led a highly diverse group of
three hundred people through a series of exercises. The
participants were challenged with emotions and thoughts in an
effort to discover their own paths to much-needed growth
plateaus for the Reserve Force.
The results of your work will prove valuable as the United
States Naval Reserve Force evolves during the next decade.
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Facilitator Bios 
Frank J. Barrett, Ph.D.  
Frank J. Barrett, PhD is Associate Professor of Systems Management at the Naval 
Postgraduate School in Monterey, California. He received his BA in Government and 
International Relations from the University of Notre Dame, his MA in English from the 
University of Notre Dame, and his PhD in Organizational Behavior from Case Western 
Reserve University. He has also served on the faculty of The Katholieke University of 
Leuven in Belgium, Penn State University Behrend College, Case Western Reserve 
University, and Benedictine University.  
He served as Director of Budgetary Analysis for the Cuyahoga County Auditor and 
taught English at Cuyahoga Community College in Cleveland, Ohio. He has served on 
the faculty at Penn State University Behrend College, Case Western Reserve University, 
and Illinois Benedictine College where he taught Management, Organizational Behavior, 
Organizational Theory, Group Dynamics and Leadership, Organizational Design, 
Organizational Development, and Organizational Change.  
Dr. Barrett has been involved in a number of research projects. As a member of SIGMA 
(Social Innovations in Global Management) at Case Western Reserve University, he has 
traveled extensively in the former Soviet Union studying social transformation and social 
innovation.  
Dr. Barrett has consulted to various organizations including the US Navy, Ford Motor 
Manufacturing Division, Johnson & Johnson, Bell South, Granite Construction, 
GlaxxoWelcom, General Electric, British Petroleum, the Council of Great Lakes 
Governors, Omni Hotels, The Cleveland Clinic Foundation, and University Hospitals of 
Cleveland.  
He has written and lectured widely on social constructionism, appreciative inquiry, 
organizational change, jazz improvisation and organizational learning. He has published 
articles on metaphor, masculinity, improvisation, organizational change and 
organizational development in the Journal of Applied Behavioral Science; Human 
Relations; Organization Science , and Organizational Dynamics as well as numerous 
book chapters. He wrote "Generative Metaphor Intervention: A New Approach to 
Intergroup Conflict" (with D. Cooperrider) which won the award for best paper from the 
Organizational Development Division of the Academy of Management in 1988. He is co-
editor of Appreciative Inquiry and Organizational Transformation (Vermont: Greenwood 
Books, 2001).  
Dr. Barrett is also an active jazz pianist. In addition to leading his own trios and quartets, 
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James D. Ludema, Ph.D. 
James D. Ludema is a Professor of Organization Development at Benedictine University, 
an internationally recognized organizational consultant, and a Founding Owner of 
Appreciative Inquiry Consulting, a global firm that includes several of the world’s 
leading thinkers on appreciative inquiry. Jim has lived and worked in Asia, Africa, 
Europe, Latin America, and North America and has served as consultant to a variety of 
organizations in the profit, non-profit, and government sectors including BP, 
McDonald’s, John Deere, Ameritech, Northern Telecom, Square D Company, Essef 
Corporation, Bell and Howell, Kaiser Permanente, World Vision, the City of 
Minneapolis, and many local and international NGOs. Jim's areas of expertise include 
appreciative inquiry, organizational redesign and whole system change, large group 
interventions, the people side of mergers and acquisitions, human motivation, and 
organizational storytelling. Publications include: Appreciative inquiry: The power of the 
unconditional positive question; From local conversations to global change: Experiencing 
the worldwide web effect of Appreciative Inquiry; Appreciative future search: Involving 
the whole system in positive organization change; Organizational hope: Reaffirming the 
constructive task of social and organizational inquiry; From deficit discourse to 
vocabularies of hope: The power of Appreciation; Partnering to build and measure 
organizational capacity: Lessons from NGOs around the world. 
 
Edward H. Powley  
Edward H. Powley (Ned) is a doctoral candidate in the Department of Organizational 
Behavior at the Weatherhead School of Management at Case Western Reserve 
University. He has worked with the U.S. Navy, Roadway Express, the Society for 
Organizational Learning's Sustainability Consortium, and Weatherhead's Business as an 
Agent of World Benefit project. His research interests include Appreciative Inquiry, 
sustainable organizational change, and myth and ritual in change. Prior to studying at 
Case Western, Edward worked for the World Bank and conducted best practices research 
at the Corporate Executive Board in Washington, DC. He received his master's degree 
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FOCUSED AI ACTIVITY AGENDA 
  
  
Monday, 7 June       Discovery and Dream – Active / Reserve Integration  
 
0700 – 0800  ESG Breakfast meeting; 
  Registration  
 
0800 – 0900 Introductions, kick off, welcome RADM David Anderson 
 
0900 – 0930 ADM Fallon and VADM Cotton remarks  
 
0930 – 1200 Discovery of positive core:  discovering our resources in the community; 
  Surfacing expectations 
 
1200 – 1300  Working Lunch: continue surfacing success factors and discovery of positive     
                        core; 
  Presentation from CDR Chris Moore on TRMMS  
 
1300 – 1400 Summarizing the positive core 
 
1400 – 1430    Articulating the Future Vision of Active / Reserve Integration 
 
1430 – 1530    Groups generate ideal future image of fully integrated Navy 
 
1530 – 1615 Groups present future visions 
 
1615 – 1630    Break 
 




Tuesday, 8 June   Design and Destiny 
 
0730 – 0800 Continental Breakfast 
 
0800 – 1200  Participants form into Change Opportunity teams created from Opportunity Map;  
  Teams draft Aspiration Statements; 
  Teams report on major action items, get feedback from rest of group 
 
1200 – 1300 Working Lunch 
 
1300 – 1500 Teams formulate action plans and next steps; 
  Teams prepare slide presentations 
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1500 – 1700 Team presentations to VADM Cotton via VTC 
 
1700 – 1800 Discuss Post Summit plans and follow-up 
 
1800                Wrap up and departure    
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Focused AI: Executive Steering Committee 
 
 
We would like to acknowledge the work and dedication of the Focused AI Steering 
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RDML David Anderson (FFC N8R) 
david.o.anderson@navy.mil  
 
RDML Craig McDonald (N095, Deputy CDR CNRF) 
craig.mcdonald@navy.mil  
 
CAPT Robert Hayes (FFC N8RA) 
robert.hayes2@navy.mil  
 
CAPT Keith Koon (COS, NETWARCOM) 
keith.koon@navy.mil  
 
CAPT Ron Stites (COS, NPDC) 
ron.stites@navy.mil  
 
CAPT William Garrett (CNRFC EA) 
william.garrett@navy.mil  
 
CAPT Steven Richter (CNR EA) 
steven.richter@navy.mil  
 
CDR Gary Gilleon (CNRFC) 
gary.gilleon@navy.mil  
 
YNCS Nancy Batten (FFC N8R) 
nancy.batten@navy.mil  
 
Force Master Chief Thomas Mobley (CNRF) 
thomas.mobley@navy.mil  
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WHAT IS AI? 
 
This is not your typical planning meeting! 
 
 
The WHOLE SYSTEM participates — a cross-section of as many interested parties as 
is practical. That means more diversity and less hierarchy than is usual in a working 
meeting, and a chance for each person to be heard and to learn other ways of looking 
at the task at hand. 
 
 
Future scenarios – for an organization, community or issue - are put into HISTORICAL 
and GLOBAL perspective. That means thinking globally together before acting locally. 
This enhances shared understanding and greater commitment to act. It also increases 
the range of potential actions. 
 
 
People SELF-MANAGE their work, and use DIALOGUE – not “problem-solving” - as 
the main tool. That means helping each other do the tasks and taking responsibility for 
our perceptions and actions. 
 
COMMON GROUND and NARRATIVE RICH INTERACTION is the frame of reference 
– not conflict management or negotiation. That means honoring our differences rather 
than having to reconcile them. We search for meaning and direction in stories that 
honor and connect us to our “history as positive possibility”. 
 
 
We use APPRECIATIVE INQUIRY (AI) — To appreciate means to value—to 
understand those things of value worth valuing. To inquire means to study, to ask 
questions, to search. So AI is a collaborative search to identify and understand the 
organization’s strengths, its potentials, its greatest opportunities, and people’s highest 
hopes for the future. 
 
 
INSPIRED ACTION ON BEHALF OF THE WHOLE — Because the “whole system” is 
involved it is easier to make more rapid decisions, and to make commitments to action 
in a public way—in an open forum where everyone can support and help make change 
happen. The movement to action is guided by internal inspiration, shared leadership, 
and voluntary initiative. People work on what they most have a passion about, what they 
most care about and believe will make a positive difference.
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Appreciative Inquiry “4-D” Cycle 
Discovery 
 
USNR at its Best 













Provocative Ideas for 
Change to Reach our 
Ideals; 
 Shaping a More  
  Capable Navy 
- Developing Effective  
  AC/RC Command  
  Relationships 
- Accelerating Active   
  Reserve Integration 
 
Action Plans 
USNR Focused AI   8 June 7-8, 2004 
Participant Worksheets  Norfolk 
  
Appendix C Page 35
 
 
Discovery: When We Are At Our Best 
 
Appreciative Inquiry—Opening Conversation in Pairs 
 
Completed by ________ o’clock 
 
 
Focused AI Interview Questions 
 
 
Note: Please take brief notes, and use your skills as an interviewer as you listen and go 





Question 1: Initial attraction to the Navy  
 
We’d like to learn about your initial decision to join the Navy Reserve (or Navy in 
general).  When did you first become part of, or connected to, the Navy Reserve (or 
Navy)?  Recall the moment you decided to say “yes” ….  what most attracted you to 
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Question 2: High Point or Peak Experience in the Navy  
 
As you look over your entire experience in the Navy, there have probably been many 
ups and downs, peaks and valleys. We’d like you to reflect on one of the peaks, one of 
the high points.  Please think of a time that stands out as a “high point” for you—a time 
when you felt most alive, most engaged, or really proud to be associated with this 
institution…A time that left you feeling like you were contributing to a higher purpose…A 
time that left you feeling a deep sense of service. Tell a story about that experience.  
 


















What was it about the situation, your community, the culture of the Navy, and/ or the 






If we now had a conversation with the person that know you the very best and asked 
them to share: what are the 3 best leadership qualities they see in you, qualities or 
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Question 3: Seamless Fleet Integration; Bridging across boundaries and making 
connections 
 
To remain innovative, we must be able to connect people across communities, 
departments, levels, and specialties. We would like to learn what makes that cross- 
boundary cooperation possible. Think of a project or a time when you’ve been part of 
cross boundary cooperation that resulted in some outstanding achievement or mission 
success. Perhaps this was a time when you or someone you know achieved 
coordination and cooperation, in spite of bureaucratic or hierarchal boundaries. Tell a 
story and share the insights of what it takes to be effective doing this.   
 
1.  Please recall a time when you saw someone achieve a kind of transformational 
cooperation between disparate groups -- a time when diverse groups or points of view 










2. Can you tell a story about a time you bridged boundaries to bring multiple parties 









3. Think of a time when you arrived at a new command or started a new job and were 
quickly accepted by others and valued as a full member of the command; a transition 
time you recall going smoothly; a time you felt you were invited and supported to make 
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Question 4:  Reserve Contribution to Navy Mission 
  
Navy Reserves have been a very important resource and have been making important 
contributions to the US Navy for many years.   Think of a time that you experienced or 
witnessed a reservist make an exceptional contribution to the Navy’s mission.   Tell the 


















Question 5: Vision of the Ideal Active / Reserve Integration  
 
Finally, we’d like to talk about your vision of the ideal Navy in which Actives and 
Reserves are fully integrated in 5 years. Imagine you go to sleep and it is a long, deep 
sleep. You wake up and it is 5 years from now! You go to work and find that the 
Reserves have become fully integrated in a way that you always hoped it would be.  It is 
totally aligned and critical to the realization of Sea Power 21.  It is respected, sought 
after and held in the highest esteem in every part of the Navy.  What does this ideal 
Active / Reserve integration look like? What is going on? What has changed from 2004? 
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With this image in mind, if you could shape, develop or improve the Active / Reserve 
integration in any way you wished, what 3 things would you do today to heighten its 



















How would these changes help you to do your job and serve the Navy better? 
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SELF-MANAGEMENT and GROUP LEADERSHIP ROLES 
 
 
Each small group manages its own discussion, data, time, and reports. 
Here are useful roles for self-managing this work. These roles can be 
rotated. Divide up the work as you wish: 
 
 
• DISCUSSION LEADER – Assures that each person who wants to 




• TIMEKEEPER – Keeps group aware of time left. Monitors report-outs 
and signals time remaining to person talking. 
 
 
• RECORDER – Writes group’s output on flip charts, using speaker’s 
words. Asks person to restate long ideas briefly. 
 
 
• REPORTER – Delivers report to large group in time allotted. 
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DISCOVERY 
 
Celebrating the Resources in This Community 
 
 
Purpose: To welcome each other, and to learn about special experiences, 
visions, capabilities, and resources people bring to this Focused AI 
Summit. 
 
Self-Manage: Select a Discussion Leader, Recorder, Timekeeper, and 
Reporter 
 




     1. Share highlights from what you learned about the person you 
         interviewed. Focus on Questions 1, 2 & 5. 
 
         Go around the table and introduce your interview partner—focus on 
         highlights from their “high point” story, the best qualities people 
         see in them and the ideal images or future changes they envision for 
         the Reserve to make it a key ingredient in the success of Active /  
         Reserve integration. Everyone gets introduced. 
 
2. Assign a Recorder to listen for patterns and common themes for 
the high point stories, and the wishes for the future Reserve. 
 
3. Briefly go around the table and share your highest hopes for this 
Focused AI Summit: what are the things that would make it most 
significant and worthwhile. 
 
Recorder makes 3 lists: Themes in our High Point Stories 
  Key wishes/ideas for the Future Navy Reserve 
  Our Highest Hopes for the Focused AI Summit 
 
Reporter is ready for a 3-minute report. 
 
 
USNR Focused AI   15 June 7-8, 2004 
Participant Worksheets  Norfolk 
  
Appendix C Page 42
DISCOVERY 
 
Root Causes of Success 
 
• When we are at our best – in terms of  
 
Shaping a More Capable Navy 
 
Developing Effective AC/RC Command Relationships & Accelerating Active Reserve Integration 
 
 
REPORTS ARE DUE AT _________________ 
 
Purpose:      To look at the things we are doing that we are most proud of, and to 
understand the factors that create these successes and enable us to build 
the strongest Reserve force possible. 
 
Self-manage: Select a Reporter, Recorder, Timekeeper and Discussion Leader 
 
1.  Focus, in turn, on Questions 3 and 4 from this morning’s interview.  As you 
               review the stories, list the underlying root causes of success that appear 
                across several stories – the key factors that “give life” to the Reserve-at– 
         our-best. 
 
2.  Now, as a group, select your “PROUDEST PROUDS” and come up with 2 
     actual examples/stories of important and successful Reserve moments. 
     These can be stories from the morning, or new ones that seem important 
     now. 
 
3. Do an analysis of the 2 stories. Have someone tell the story and 
listen for patterns. What were the root causes of success? What happened 
new or different? What was it about the people? What was it about the team? 
What was it about the organization (e.g. policies, procedures, resources, 
equipment, leadership, communications, training, etc.)?  Are there more key 
success factors to add to your list from #2 above? 
 
4. Recorder: List 5-7 Root Causes of Success – all the things that make 
possible those peak moments, those best practices, when the Reserve is 
most aligned and important to Mission Success for the whole Navy.                                    
These are the things we want to keep doing, or do even better, no matter 
what else changes…   
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Summarizing Our “Positive Core” 
 
What has already made it possible for AC / RC Integration to: 
 
Shaping a More Capable Navy 
 
Developing Effective AC/RC Command Relationships & Accelerating Active Reserve Integration 
 
 
Purpose: To summarize the most powerful, future-relevant, and inspiring factors that 
           “give life” to when and how the Reserve has most effectively and powerfully 
          contributed to “shaping a more capable Navy.” 
 




1. Quickly Review your 5-7 Root Causes of Success.  
 
 
2. Find a creative way to articulate these Success Factors on a “pennant” to be 
displayed (use a metaphor, logo, quotable quote, etc.). 
 
3. Reporter: Prepare a 3-minute summary—choose one story to re-tell with the 
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Dreams and Visions of the Future 
 
Ideal Future Scenario of the Fully Capable Navy in which Active / and 
Reserve components are fully integrated 
 
 
Purpose: To imagine a future you want to work toward. 
 
Self-Manage: Select a Discussion Leader, Recorder, Timekeeper, and Reporter 
 




1. As a group, share and discuss your images of the future from the interview 
This morning (Question 5) 
 
2. Now put yourself 5 years into the future—it is September, 2009. Visualize the 
Active / Reserve integration as you really wish it to be, as if it exists now. 
Discuss what is happening that is new, better, or different? 
 
3. Many changes have happened in the five years that have passed. So now 
envision those positive changes, pilot projects and larger projects, 
innovations, and accomplishments since the 2004 Focused AI. 
 
 
Spend enough time to imagine concretely the effective AC/ RC command relationships 
that your group most wants to see. This is an exercise in imagination and dreaming – of 
the kind of future you want to work toward. 
 
 
4. Now invent a creative way to present your vision as if it is happening now –
using everyone in your Group! 
 
 
Examples:  * A TV Special  * Magazine Cover Story   * Song/dance/rap  
                      *A Day in the Life      *A work of Art *Poem     
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The Future Active / Reserve integration 
 
Moving From Dream to Design 
 
Mapping the Opportunities for Improvement 
 
 
SUMMARIES ARE DUE AT ________________ 
 
 
Purpose: To begin to build a future you want –  
 
Shaping a More Capable Navy 
 
Developing Effective AC/RC Command Relationships & Accelerating Active Reserve Integration 
 
 




1. From all the presentations about the future and your own thoughts and 
wishes, brainstorm a list of Opportunities to develop effective AC/RC 
command relationships.  
 
[These change ideas can include developing over-arching operating 
principles for AC / RC Integration, a Charter,  forming and testing new 
policies,  new training, new organizational linkages/networks, new or 
improved services, procedures and practices. etc.] 
 
 
2. As a group, choose the 3-5 changes or improvement ideas you all believe will 
have the greatest impact on the acceleration of Active / Reserve integration in 
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DESIGN: Creating Pilot Change Initiatives 
 
Translating Ideals into Action 
 
 
ASPIRATION STATEMENT Drafts are due at:    
 
Purpose: To focus this new, opportunity group on your highest shared wishes for a 
                 Pilot change effort and action steps that could make it happen. 
 




 1. Have everyone in the new group share why she or he chose this Opportunity 
               to work on: what excited them most about this topic or idea? 
 
 2. As you listen to what attracts people most to this Opportunity area and their 
               images of possible changes.  Recorder take notes on key words or phrases 
               that begin to come up frequently. 
 
 3. As a Group, draft one or two paragraphs that describe the ideal you are 
    striving for in this particular change area or opportunity: 3-5 years from now, 
    what will you wish to have achieved? Describe that ideal state as if it were 
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Guidelines for Framing Bold Possibilities 
 
Great Aspiration Statements: 
- are exciting 
 - are provocative – they stretch and challenge 
 - are desired (people want to create them) 
 - represent core beliefs as in “we hold these truths to be self evident…” 
 - describe what is wanted in a positive way (rather than saying what is not wanted) 
 - are written in the present tense, as if they are already happening 
 - remain grounded / linked to the stories of our past when we were at our best 
 
 
Some example Aspiration Statements: 
 
LEARNING & DEVELOPMENT: 
Education and training are the foundation of the empowered culture of excellence in the US 
Navy. We foster leadership that encourages, challenges, and supports all members of the 
organization to engage in ongoing learning, both personal and professional. The Navy provides 
life long training and education opportunities that support a sense of purpose, direction, and 
continual growth. This, in turn, nurtures the strength and confidence people need to achieve 
their full personal and professional potential.  
 
MEANINGFUL WORK: 
We recognize that all members want to contribute to a higher sense of purpose and service to a 
larger mission. Jobs are designed so that people have freedom and autonomy to take 
necessary action to achieve the mission of their unit and see the meaningfulness of their 
contributions. All jobs are designed to be meaningful, purposeful, and rewarding.   
 
EMPOWERING LEADERS AT EVERY LEVEL: 
The Navy recognizes that people from all levels of the organization have valuable knowledge, 
experience, and immense potential. We have a culture that fosters empowerment at all levels of 
the chain of command. Toward this end, decisions are made at the most local level possible and 
include all relevant and affected parties ensuring the sharing of good information, and creating 
the empowered involvement that breeds commitment.  
 
OPS RELEVANCE: PARTNERING WITH OTHER WARRIORS: 
Information Professionals partner with warfighters to provide end-to-end information battlespace 
integration. We work closely with all warfare disciplines, join, allied, and coalition forces to 
understand and translate operational requirements such that technology enhances combat 
capability. We have situational awareness to provide interoperable, reliable, survivable and 
secure networks. We deploy as warriors with warriors delivering information capability and 
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Designing the Future We Want 
 
SHARING OF PRELIMINARY ACTION IDEAS Due at:    
 
Purpose: To begin translating your Aspiration Statement into 1-year 
        Goals and steps to be taken in the next 6-12 months 
 




1. Using the feedback and comments from other groups, take 10-15 minutes to 
revise, edit, or improve on your Aspiration Statement (delegate to a 
                subgroup if you wish). 
 
 
2. Brainstorm ideas/scenarios about specific things that can occur or be 




3. Agree on the 2-4 most attractive ideas from the brainstorming list and prepare 
Reporter to share these with large group. 
 
[Note: Try to find at least one, short-term action idea that will show visible 
progress and impact coming out of this Focused AI – the “low-hanging fruit” 
that can be implemented perhaps more easily or quickly than some of your 
other ideas.] 
 
Guidelines for Goals and Action Steps: 
 
a) Does it support the Mission? 
b) Does it address/reflect the underlying principles in your 
Aspiration Statement? 
c) What are we already doing (Key Success Factors from our 
Positive Core) that can be continued or enhanced? 
d) What are new actions that would create an impact? 
e) Can all stakeholders support the idea? 
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ACTION PLANNING: Developing effective AC/RC 
relationships 
 
Purpose:  Formulate and agree on specific Pilot Change Projects to be implemented 
                  as a result of this Focused AI.  
 




1. Choose the1-2 action ideas your group feels the Navy needs to commit to in 
order to fully integrate Active and Reserve forces.  
 
2. For each priority change idea, draft a Plan of Action: 
 
- Agree on key targets and scenarios for how to get there: who would 
  need to do what?  By when? 
 
- Identify specific success indicators along the way: 1 year; 6 months 
 
- Identify key players, change agents, and catalysts (may or may not 
  already be in this group) who will be critical to successful implementation 
  and how we will gain their involvement after this Focused AI. 
 
- Identify the major benefits of this Pilot Change Effort in terms of our 
   Focused AI Topic: How will it Shape a more capable Navy by  
  developing effective AC/RC command relationships?  How will it   
  accelerate active / reserve integration? 
 
 
USNR Focused AI   23 June 7-8, 2004 
Participant Worksheets  Norfolk 
  
Appendix C Page 50
DESTINY: Declaring the Future We Will Become 
 
Delivering on our Highest Hopes for the Future 
 
PRESENTATIONS ARE DUE AT     
 
Purpose: To prepare and present your Group’s Pilot Change Project proposals  
 




1. Finalize your Group’s Aspiration Statement, One-year Goals and Action Steps 
by addressing the items below.  
 
Points to Address and Include in your Presentation: 
 [See suggested report format on next page.] 
o Name of Opportunity Area your Group formed around and names of group 
members. 
 
o Your 3-Year Aspiration Statement 
 
o Your 1-Year Goals & Action Steps  
 
o Expected Outcomes: 
   - What will this recommendation do for the Reserve Community? 
   - What specific impact are you hoping for? 
   - How can we measure this? (specific success indicators) 
 
o Building Commitment: 
   - Who will be most impacted by this? 
   - How can they be brought on board after this Focused AI? 
 
o Sustaining Momentum 
      - What support do you need to implement our plans? 
  - What can you (this team) do immediately to get action going on  
    after this Focused AI? 
 
 
Your Team’s presentation should be no longer than 10 minutes 
in order to allow for some questions and reactions after.
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Focused AI “Pilot Project” 
 





3-Year Aspiration Statement (Vision / Dream): 
 
 
Long Term Purpose and Goals: 
 
 
Short Term Objectives 
 
 One Year – 
 
Six Months – 
 
One Month –  
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Center for Positive Change
Engage – Influence - Transform




Center for Positive Change




Joanne.swiger@navy.milFFC ITCS Joanne Swiger 
Ricky.anderson1@navy.milVR-59CMDCM(AW) Ricky Anderson
David.muenkel@navy.milRIA5 DenverCAPT Dave Muenkel
Davidewhipple@yahoo.comCOMPACFLT*CAPT David Whipple
Thomas.flournoy@faa.govNAWC TSD OrlandoCAPT Tom Flournoy
Cadullea@cox.netNNMC Bethesda HQ*CAPT Cindy Dullea, NC
Barbara.sisson@fta.dot.gov3NCRCAPT Barbara Sisson, CEC
Kevin.e.parker@jhuapl.eduNAVSEA*CAPT Kevin Parker
Lisa.muenier@navy.milFFC*CAPT Lisa Muenier
Center for Positive Change
Engage – Influence - Transform
Aspiration Statement
Navy Commanders have full responsibility, 
authority and resources and they are held 
accountable for the optimum employment 
of their human capital, including AC and 
RC Sailors, to execute their mission.
Center for Positive Change
Engage – Influence - Transform
3 Proposed Models
1. Hardware units (commissioned units) will 
have no change
2. Retain detachments (for efficiency & 
effectiveness of training, i.e., Seabees, 
Naval Coastal Warfare, etc.) 
3. Establish fully integrated model for 
selected capabilities
Center for Positive Change
Engage – Influence - Transform
Long-term purpose and goals
• Assimilate all non-hardware units within 
the supported commands 
– Single Command CO is AC 
– RC-CO for unit integrity and individual 
development
Center for Positive Change
Engage – Influence - Transform
Short- & Mid-Term Objectives
• Short-Term 
– AC assume admin rqmts of their SelRes
– AC Cdr is reporting Sr for all SelRes
– ADT/ADSW administration & budgeting
– Medical/Dental readiness
• Mid-Term
– AC controls funding for their SelRes
• RPN (AD/ID) distributed to and managed by AC Cdr  
– Drill Pay administration
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Center for Positive Change
Engage – Influence - Transform
Long-Term Objectives
• Long-Term 
– All non-hardware units are integrated within 
the supported commands 
– All effected SelRes become part of fully 
integrated units
Center for Positive Change
Engage – Influence - Transform
Help is needed from…
• FFC N1R will include in ongoing Reserve 
Management Study
Center for Positive Change
Engage – Influence - Transform
Indicators of Success
• Utilization rates
• AC Cdrs have visibility of RC assets and 
are using them efficiently & effectively
• Metrics TBD
Center for Positive Change
Engage – Influence - Transform
Summary of impact / Key benefits
• Unity of Command
• AC ownership of RC
• RC is fully integrated
Center for Positive Change
Engage – Influence - Transform
Path Forward
• FFC N1R Reserve Management Study will 
include this issue
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Center for Positive Change
Engage – Influence - Transform
Accessibility
NAB Little Creek AI – June 8, 2004
Center for Positive Change












Center for Positive Change
Engage – Influence - Transform
Team Members










Center for Positive Change
Engage – Influence - Transform
Aspiration Statement
The Navy has a reserve component which is 
responsive, highly trained with current 
experience relevant to the requirement.  
This Force provides readily available 
response to the DoD in meeting short and 
long term requirements.
Center for Positive Change
Engage – Influence - Transform
Long term purpose and goals
• Implement Personal Qualification Program 
maximizing use of NKO
• AC has authority and accountability of AT / 
ADT / ADSW days
• Streamline mobilization process
Center for Positive Change
Engage – Influence - Transform
Short term objectives
• 1 month
• Remove 29 day ADT restriction
• 6 months
• AC defines time requirements by billet for reporting 
and commitment level
• 1 year
• AC defines training required by billet
• Eliminate NRC check-in during mobilization 
process
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Center for Positive Change
Engage – Influence - Transform
Summary of specific action steps 
to achieve short-term objectives
Remove 29 day ADT restriction
• Action:  1 month / CFFC
AC defines time requirements by billet for reporting and 
commitment level
• Action:  6 months / CFFC
AC defines training required by billet
• Action:  1 year / CFFC
Eliminate NRC and NMPS from the mobilization process
• Action:  1 year / CFFC
Center for Positive Change
Engage – Influence - Transform
Help/Consent is needed from…
• Executive Steering Committee
• CFFC
Center for Positive Change
Engage – Influence - Transform
Indicators of Success
• Reserves meet supported command time 
requirements
• Reserves assigned 72 hour / 7 day / 14 
day reporting commitment
• Reserves trained and qualified per AC 
plan
• Reserves arrive on station without delay
Center for Positive Change
Engage – Influence - Transform
Summary of impact/key benefit
Right reservist at the right 
place at the right time for the 
right cost. 
Center for Positive Change
Engage – Influence - Transform
Pilot Program
Navy Medical Center Portsmouth to utilize NKO and 
TRMS to validate certifications and qualifications for 
Medical Service Corps registered dietitians (active and 
reserve officers).
Lead – CAPT Martie Slaughter
Time – 1 year
Required Support – Medical Center for Excellence
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Center for Positive Change
Engage – Influence - Transform
ARI CONOPS
Center for Positive Change




NR SPAWAR HQ 107CAPT Steve Painter
John.fry@navy.mil
404-881-7957
NR COMSUBLANT 305CAPT John Fry
Steven.richter@navy.mil
703-693-5757
OPNAV N095CAPT Steve Richter
Robert.hayes2@navy.mil
757-836-4571
FFC N8RACAPT Bob Hayes
Nicke@san.rr.com
619-977-2591
C3F JFACCCAPT Nick Episcopo
Craig.lesher@navy.mil
540-653-5640
NETWARCOM N80CAPT Craig Lesher
EMAILCOMMANDNAME
Center for Positive Change
Engage – Influence - Transform
Aspiration Statement
The total force represents the best, most 
capable, warfighting organization in the 
world.  It is enabled by full and efficient use 
of human capital and the skills individuals 
deliver.  The force is shaped to support DoD 
Transformational Initiatives, SP-21, and the 
Joint Warfighter to deliver the most effective 
combat capability in the most rapid fashion.
Center for Positive Change
Engage – Influence - Transform
Long term purpose and goals
• Articulate Total Force vision, strategy, and 
endstate
– CFFC sponsors ARI CONOPS
• Total Force Architecture is created to 
support Joint Warfighter
– Ability to deliver the right reserve, at the right 
time and at the right place based on active 
requirement
Center for Positive Change
Engage – Influence - Transform
Objectives
• Draft CONOPS is developed (30 days)
• CONOPS is approved by CFFC and N095 
(60 days)
• Goal -- focus and integrate the enabling 
processes to create Total Force 
operational architecture (1 year)
Center for Positive Change
Engage – Influence - Transform
Summary of specific action 
steps to achieve objectives
• FFC / N095 develop CONOPS outline
• FFC N8R / N1R provide comments




• How he intends to do business . . . endstate
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Center for Positive Change
Engage – Influence - Transform
Help is needed from…
• ARI CONOPS working group
Center for Positive Change




















Center for Positive Change
Engage – Influence - Transform
Summary of impact/key benefits
• Total Force architecture supports the Joint 
Warfighter
Center for Positive Change
Engage – Influence - Transform
Follow-up Plan
• Use group resources to develop and vet 
CONOPs
– RDML Anderson – sponsor at FFC
• Develop tracking system to monitor 
progress on enabling processes
– Provide communications conduit to decision 
makers
• Serve as integrator of enabling processes 
to develop Total Force Architecture
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Center for Positive Change
Engage – Influence - Transform
Education Plan for Utilization 
of Human Capital
Center for Positive Change





Cmc@phibgru2.spear.navy.milPHIBGRU 2CMDCM Rick Neal
757-322-3392Tim.hewitt@navy.milCNALCAPT Tim Hewitt 
757-444-7295Edmond.watson@navy.milNAR NorfolkCAPT Doc Watson
757-868-1135Grafrl@earthlink.netFFCCAPT Robin Graf
310-544-1971Jtcounts@aol.comNCAGS Det DeltaCAPT John Counts
504-678-8330William.garrett@navy.milCNRFC CAPT Bill Garrett
410-895-1034Bill.couch@omfn.comOPNAV Ops and 
Plans
CAPT Bill Couch
619-216-8824John.zarem@navy.milFISC San DiegoCAPT John  Zarem
PhoneEmailCommandName
Center for Positive Change
Engage – Influence - Transform
Aspiration Statement
• The total force by a process of continuous 
education effectively and efficiently utilizes 
all human capital to meet warfighting
requirements.
Center for Positive Change
Engage – Influence - Transform
Long term purpose and goals
• To ensure adequate knowledge of 
Reserve capabilities and methods of 
utilization
Center for Positive Change
Engage – Influence - Transform
Short term objectives
• 1 month
– Develop presentation and toolkit (CNRFC)
– Obtain CFFC concurrence
• 3 months
– Distribute presentation and CFFC P4 message released
• 6 months
– Give presentation to all commands
– Post presentation on NKO
• 1 year 
– Implement cradle to grave education process across the total 
force
Center for Positive Change
Engage – Influence - Transform
Summary of specific action 
steps to achieve short-term 
objectives
• Define content of presentation
• Define content of toolbox
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Center for Positive Change
Engage – Influence - Transform




Center for Positive Change
Engage – Influence - Transform
Indicators of Success
• More effective Reserve utilization
• Successful implementation of other 
aspirations and goals
Center for Positive Change
Engage – Influence - Transform
Summary of impact/key benefits
• Positive Impact on Total Force Warfighting 
Capability
Center for Positive Change
Engage – Influence - Transform
Follow Up Plan
• Group Continues Dialogue
• CNRFC Develop/Review Training 
Materials
• Draft CNRFC/CFFC P4 Message
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Center for Positive Change
Engage – Influence - Transform
Fully Integrated 
Staff Alignment
Center for Positive Change
Engage – Influence - Transform
Cyllodra@mar.med.navy.mil757-314-6501NAVDENCEN MIDLANTCAPT Yani Llodra *
Lisa.meunier@navy.mil757-836-3847FFC N1RCAPT Lisa Meunier
*




703-601-1700OPNAV N931CAPT Antoinette 
Whitmeyer




Bad43@dental.pit.edu724-934-8403REDCOM MIDLANTCAPT Bruce Doll
Janet.donovan@navy.mil757-417-6789NETWARCOMCAPT Janet 
Donovan




Center for Positive Change
Engage – Influence - Transform
Aspiration Statement
The Navy has a ready and fully integrated 
force that is flexible, relevant and aligned 
to mission (naval and joint) requirements.  
The Navy meets its requirements by using 
the capabilities of a seamless, integrated 
force that effectively and efficiently meets 
mission needs.
Center for Positive Change
Engage – Influence - Transform
Long term purpose and goals
• Remove AC/RC stovepipes and legacy 
structures
• AC assume Total Force management role
Center for Positive Change
Engage – Influence - Transform
Short term objectives
• 3 months
– Commands create Total Force org charts
• 6 months
– Incorporate RC into Command sponsorship programs
• 1 year
– Disestablish REDCOMs--NAVREGs assume 
functions (shift appropriate FTS)
– Disestablish CNRFC--FFC/NPC assume functions 
(shift appropriate FTS)
Center for Positive Change
Engage – Influence - Transform
Summary of specific action steps 
to achieve short-term objectives
• Commands review manning documents, prepare 
and distribute org charts to Total Force
• Incorporate RC personnel into Command 
sponsorship program
• CNRF coordinate w/CNI on REDCOM/NAVREG 
alignment
– Establish ADDU/LNO relationships
• Engage BRAC process
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Help is needed from…




Center for Positive Change
Engage – Influence - Transform
Indicators of Success
• Increased knowledge of Chain of 
Command, missions, functions, and tasks
• Reduced operating costs
• Improved readiness
Center for Positive Change
Engage – Influence - Transform
Summary of impact/key benefits
• Improved morale and Total Force unit 
cohesion
• Improved leveraging of Total Force 
capabilities/skills
• More responsive Commands
• Streamlined business practices
Center for Positive Change
Engage – Influence - Transform
Post-AI Follow-up Plan
• Coordinate (as req’d) with 
OPNAV/FFC/CNRF/CNRFC/CNI to 
accomplish goals/objectives
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Center for Positive Change
Engage – Influence - Transform
Standardized Training Across AC/RC
Center for Positive Change





605-743-5648Ddjohnsjr@aol.comNAVRESCEN Sioux Falls, 
SD
BMCM Daryl Johnson






619-532-6065David.mather@navy.milREDCOM NorthwestCAPT Dave Mather
Center for Positive Change
Engage – Influence - Transform
Aspiration Statement
• We envision one Navy team comprised of 
Sailors that are uniformly trained and fully 
qualified to meet mission requirements
Center for Positive Change
Engage – Influence - Transform
Long term purpose and goals
• Explore modifications to USNR funding 
and administration to ensure required 
development is achieved
• Easy access for individual Sailors to  
development information
• One exam/board for advancement
Center for Positive Change
Engage – Influence - Transform
Summary of specific action 
steps to achieve short-term 
objectives
• Establish a requirements cell in FFC validating 
all Manpower, Equipment and Training 
requirements
• Establish education plan to achieve 100% 
use/understanding of NKO/5VM
• Review and correct development requirements 
to ensure One standard for training and quotas
Center for Positive Change
Engage – Influence - Transform
Summary of specific action 
steps to achieve short-term 
objectives
• Create standard feedback system for 
Command and Sailors via NKO/TRMS
• Communications plan for Force (Utilization 
of PAO/Media)
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Center for Positive Change
Engage – Influence - Transform
Help is needed from…
• FFC







Center for Positive Change
Engage – Influence - Transform
Indicators of Success
• One FFC cell for requirements validation
• One integrated list of requirements
• Requirements are funded
• Sailor trained and qualified prior to arrival at 
Command
• Command and Sailor satisfied with process and 
outcome
• Advancement for Active/Reserve based on 
same criteria
• One system = Reduced costs
Center for Positive Change
Engage – Influence - Transform
Summary of Impact/Key Benefits
• Improved War Fighting Capabilities
• One force system for requirements, 
training, mission performance and 
feedback
• Rapid fill of vacancies in Force
• Efficient use of Human Capital
• Effective feedback to improve system
• More informed and knowledgeable Force
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Center for Positive Change
Engage – Influence - Transform
WARGAME
Center for Positive Change
Engage – Influence - Transform
Team Members
CDR Mike Simmons COMSUBLANT OSO (757) 836-1208
michael.t.simmons1@navy.mil
CAPT Robert Warner COMNAVSURFLANT (757) 836-3080
robert.s.warner@navy.mil
CAPT  Bill Sposato CO,PEO SHIPS 306 (757) 618-5488
capt06bill2003@yahoo.com
Center for Positive Change
Engage – Influence - Transform
Aspiration Statement
This wargame validates the Reserve Component 
capability, capacity, and availability in providing well-
trained, properly equipped, fully integrated, and 
rapidly deployable forces to Combatant Commanders/ 
supported commands for real-world operations, Sea 
Power 21, and Fleet Response Program constructs.  
The exercise validates the CONOPS, personnel and 
admin support including readiness, and associated 
reporting systems.
Stakeholders:  COCOMs, CFFC, OPNAV, NPC,
RESFOR, NPDC, NWDC
Center for Positive Change
Engage – Influence - Transform
Long term purpose and goals
Provide a methodology to validate, exercise, 
and analyze ongoing AC/RC integration 
efforts
• Conduct war game within the next 6-9 
months
• Consider annual/recurring wargames to 
further refine AC/RC integration
Center for Positive Change
Engage – Influence - Transform
Short term objectives
• 1 month: identify sponsor(s), required 
resources, participants, roles and 
responsibilities
• 2 month: gather and review draft 
doctrine/documents
• 6 months: Conduct war game
• 9-12 months – conduct analysis and 
provide feedback and “next steps” to 
stakeholders
Center for Positive Change
Engage – Influence - Transform
Summary of specific action 
steps to achieve short-term 
objectives
• Determine sponsor
• Confirm participants and roles
• Develop scenarios and structure of war 
game for review/approval by CFFC
• Identify location and dates of war game
• Gather draft doctrine and documents
• Develop exit expectations and exit criteria
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Center for Positive Change
Engage – Influence - Transform
Help is needed from…
• CFFC – sponsorship and funding
• NWDC – war game expertise
• Stakeholders – Subject Matter Experts
• AI Seminar teams – draft 
documents/doctrine
Center for Positive Change
Engage – Influence - Transform
Indicators of Success
• Show me the $$$   ☺
• Completion of war game
• Realization of “quick wins”
– Accelerate draft CONOPS
– Provide basis for “gap analysis”
– Utilization for validation of ZBR recommendations
– Increase visibility of ARI
• Validation of ARI CONOPS for future war games
Center for Positive Change
Engage – Influence - Transform
Summary of impact/key benefits
• Analysis of strengths and weaknesses of 
ARI CONOPS, doctrine, and supporting 
systems
• Test and validate changes prior to 
implementation
Center for Positive Change
Engage – Influence - Transform
Follow up plan
• Continue dialogue among team
• Brief CFFC/RESFOR on war game
• NWDC assume technical aspects of war 
game
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Focused AI Active/Reserve Summit Evaluation 
 
1. What was most valuable about the summit for you personally?  
2. What was a high point, most significant moment over the past 2 days? 
3. What were some significant insights you gleaned over the last 2 days? Key learning’s? 
4. What hopes and concerns do you have moving forward? 
5. How do you think this summit will impact your day-to-day work? 
6. What could we do to make this summit more powerful, effective, or helpful for you? 
7. Thinking of future summits, how could we design the activities more effectively?  
8. In what ways are you hopeful regarding positive change because of what was started at 
this summit? 



















Thank you for your outstanding facilitation of our
Appreciative Inquiry 7-8 June 2004 at NAB Little Creek,
Virginia. Your impressive professionalism brilliantly focused a
diverse group of Active and Reserve, officer and enlisted,
towards .Shaping a More Capable Navy.- Especially noteworthy
was your ability to successfully condense the Appreciative
Inquiry process into just two days while accomplishing all
intended goals.
As the Navy evolves in dynamic times, you should take great
pride knowing your expertise in organizational design further
cultivated positive relationships between the active and reserve
component to meet the Chief of Naval Operations Goal of
Active/Reserve Integration. The ownership of action items
accepted by both parties was overwhelming. I am encouraged to
see those bonds continue towards unity and look forward to
executing the results of the AI for greater integration.
continue down this road of positive,
.d goals for our future Navy. As we ]
your leadership of the Appreciative
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